bepress university libraries

DigitalCommons@bepress
NIU Test
12-8-2019

Negotiating Through A Huskie
Edgar E. Lopez

Follow this and additional works at: https://testing.bepress.com/niu_test

Recommended Citation
Lopez, Edgar E., "Negotiating Through A Huskie" (2019). NIU Test. 1467.
https://testing.bepress.com/niu_test/1467

This Article is brought to you for free and open access by
DigitalCommons@bepress. It has been accepted for
inclusion in NIU Test by an authorized administrator of
DigitalCommons@bepress.

Negotiating through a
Huskie
Honors Senior Capstone Project
Edgar Lopez

12/8/19

MGMT 495

Abstract
Everyone will negotiate at least once in their lifetime, and some people negotiate every day. The
aim of Negotiating Through A Huskie is to compare effective negotiation techniques used in
practice as well as theoretical techniques used by leaders experiencing change management
across different offices and departments. Change management significantly impacts individual
and team performance in a company or organization. When experiencing organizational change,
leaders must be willing to redirect or redefine the processes for a company or organization.
Using effective negotiation techniques helps two or more parties reach a beneficial outcome
which in turn facilitates organizational change. I analyzed scholarly articles describing
theoretical negotiation techniques used by other leaders. Also, I reflected on the negotiation
techniques I used with managing Northern Illinois University’s (NIU) Huskie Service Scholars
(HSS) program. I want to demonstrate that using effective negotiation techniques while
redirecting and redefining processes for a company or organization produces a favorable
outcome and positive outcome for all parties involved. As a student leader and business
Management major, I want to make practical and theoretical suggestions to future leaders
experiencing change management.
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INTRODUCTION
ABOUT ME
I am a business Management major with an emphasis in Entrepreneurship and Social
Responsibility (ESR) and with minors in Political Science and Marketing. As part of my
management major, I took the class Management 457, Managerial Negotiations, which taught
me examination of the negotiation techniques and strategies relevant to individual, group, and
organizational decision making as well as the development of skills to enhance the resolution of
personal and professional conflicts. Since taking Management 457, I have realized how
ubiquitous negotiations are when people are working to achieve a goal. Similar to leaders in
other organizations, over the years I have used a variety of effective negotiating techniques with
my supervisors to make improvements to the Huskie Service Scholars program.
Northern Illinois University’s Office of Student Engagement and Experiential Learning
(OSEEL) provides undergraduate students with engaged learning opportunities to grow and
develop inside and outside the classroom. Huskie Service Scholars (HSS) is one of OSEEL’s
undergraduate service-learning programs. Huskie Service Scholars is a program in which eligible
freshmen and first-year transfer students connect through a supportive peer network and engage
in weekly service activities on-campus and in the community. Students work in teams at
different campus partner sites and meet monthly during cohort meetings geared toward
professional development and academic resources. Each team is led by a peer mentor who
facilitates additional team meetings and group reflection on their service experience.
I am the Student Program Coordinator for Huskie Service Scholars. As the Student
Program Coordinator, I am responsible for organizing and leading monthly cohort meetings
geared towards professional development and academic resources for over 30 first-year students
(varies by year) and eight full-time faculty (varies by year). As the Student Program Coordinator,
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I am responsible for monitoring each students’ progress to ensure he or she successfully
completes the Huskie Service Scholars program. Also, I assist with revising and redefining
program processes throughout the academic year in regard to marketing, recruiting, selecting and
interviewing.
OVERVIEW OF ISSUES
Every program, office or department should review its processes every year to ensure the
processes being used are relevant in today’s fast-changing world. Leaders are witnessing a time
of unprecedented change. Social norms are changing, economic globalization is increasing, and
technological breakthroughs are seen every day in the news media. Change is good; however,
humans are “creatures of habit,” and people resist change for many reasons (Kanter, 2018, para.
5). People will resist change due to loss of control which “interferes with autonomy and can
make people feel that they’ve lost control over their territory” (Kanter, 2018, para. 2). People
will resist change due to uncertainty which makes people feel “like walking off a cliff
blindfolded” (Kanter, 2018, para. 3). People will resist change when concerns about competence
exist and the perception that with change comes more work. Although people tend to resist
change, “leadership is about change” (Kanter, 2018, para. 1). Therefore, leaders need effective
strategies and techniques to implement changes and overcome challenges.
Similar to change people dislike negotiating. People may dislike negotiation because
“people must interact with others to achieve their desired outcomes” (Hames, 2011, p. 5). People
may dislike negotiations because it is viewed as “a battle between adversaries;” therefore,
instilling a negative connotation (Hames, 2011, p. 6). However, cooperating during the
negotiation can result in mutual benefits for all parties. Also, to acquire “knowledge,
information, skills, abilities, access to important people and, of course, money” people may the
need to negotiate (Hames, 2011, p. 5). Today, the ability to negotiate is important for leaders of
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all backgrounds whether it be business, education, health or other industry. Leaders will find
themselves negotiating regularly to implement changes and overcome challenges.
CONTRIBUTIONS OF THE CAPSTONE PROJECT
I implemented changes to the Huskie Service Scholars program to modernize the student
service-learning experience. In order to enhance experiences and maximize individual potential,
objectives and processes need to be revised every year to ensure the best fit of the program to the
needs of stakeholders. It was important for me to establish the right objectives and incentives for
OSEEL’s experiential service-learning program in order to improve student achievements.
Promoting and implementing incentives attracts participants and helps with retention. A variety
of effective strategies and techniques may be used across different programs within different
organizations, offices or departments. As a student leader and business Management major, I
want to make practical and theoretical suggestions to future leaders experiencing change
management.
DEFINITION OF TERMS
For the purpose of this project, the terms change management and negotiation are defined
below.
Change management – a type of leadership in which the “discipline guides how we prepare,
equip and support individuals to successfully adopt change in order to drive organizational
success and outcomes” (Prosci, n.d.).
Negotiation – an interaction between two or more parties “by which the interdependent people
with conflicting interests determine how they are going to allocate resources or work together in
the future” (Hames, 2011, p. 5).
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BACKGROUND AND THEORETICAL FRAMEWORK
STRATEGIES
Utilizing effective strategies and techniques, will help negotiate changes within a
program, office or department. I have organized the strategies into two categories – theoretical
and in-practice. Theoretical strategies are strategies suggested by leaders in other organizations.
With in-practice strategies, I focus on strategies that were used during my role as the Student
Program Coordinator for HSS.
Theoretical negotiation strategies. Organizational change begins with a leaders’ selfdevelopment and personal growth. Professional development helps leaders learn new
information and skills; therefore, leaders can implement this knowledge during their experience.
When leaders grow, their influence grows among “social systems, including families, groups,
teams, organizations, communities,” so it facilitates change (Damkuvienė, M., Valuckienė, J., &
Balčiūnas, S., 2019, para. 2). Leaders build credibility and expert power. Expert power is derived
from in-depth knowledge about a subject.
For example, teachers that partook in professional development workshops in Lithuanian
schools discovered that the professional development they received enriched their “students’
learning experiences and learning outcomes” (Damkuvienė, M., Valuckienė, J., & Balčiūnas, S.,
2019, para. 1). The model used during the study confirmed that “leadership triggered by
teachers’ professional development abroad influences organizational change” (Damkuvienė, M.,
Valuckienė, J., & Balčiūnas, S., 2019, para. 5). This statement supports that developing leaders
drives organizational and individual change. All organizations can “benefit from better-informed
decision making” as well as commitment to shared goals and initiatives from subordinates
(Damkuvienė, M., Valuckienė, J., & Balčiūnas, S., 2019, para. 1).
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As the Student Program Coordinator, I received continuous professional development. I
received professional development throughout my role from my business courses and leadership
roles in student organizations. Also, I was required by my supervisor to attend at least one
professional development workshop per semester. The opportunities varied from conferences to
events hosted by the College of Business or NIU Jobs PLUS events, and leadership workshops.
When I facilitated a professional development workshop during a HSS related meeting, I had the
ability to share with students what I learned. When implementing changes, I took what I learned
elsewhere and applied it into practice. Professional development allowed me to approach
situations in new ways.
During a negotiation, a leader’s perception, cognition, and emotion are important.
Maintaining confidence and maintaining a growth mindset is key. Leaders need to be confident
and believe in their cause or ending outcome. If leaders leave room for doubt in their mind then
the opposing party will take advantage of it. Also, leaders can instill doubt in the minds of those
following their lead which will make organizational change difficult. However, being
overconfident is a cognitive bias in negotiation. Leaders should listen to what others have to say.
Maintaining a growth mindset is beneficial for a leader because “they embrace challenges” since
the challenges are viewed as “opportunities to learn something new” (Bradberry, 2016, para. 5).
The opposite of a growth mindset is a fixed mindset. With a fixed mindset, you believe
you cannot change. A fixed mindset would be counterintuitive to the professional development
argument because professional development allows leaders to grow. To fine-tune a growth
mindset, leaders need to be passionate. Being passionate is what drives leaders “unrelenting
pursuit of excellence” (Bradberry, 2016, para. 11). With a growth mindset, leaders are inclined to
act. Taking initiative will provide a first-move advantage.
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In-Practice negotiation strategies. An aspiration type of framing helped me depict my
intentions for making HSS program changes. Leaders in every organization aim to maximize
individual performance. Leaders should help subordinates get better at a specific task. I wanted
all Huskie Service Scholars that were selected to successfully complete the program. The best
way to accomplish this was by helping students recognize their progress.
I implemented progress reports. Providing students with and collecting progress reports
from students helped me drive change. The issues that arose throughout the academic year for
one cohort helped frame solutions for the next cohort. Progress reports helped me advocate for
changes during a negotiation with students and my supervisors. I aspired to meet the interests
and needs of students with program changes. Also, I wanted students to understand that not
every issue could be solved immediately. However, I assured to them that the program would
improve moving forward. Aside from extrinsic and intrinsic motivators, people strive to get
better at completing tasks and responsibilities. Leaders can shine a light on that progress in a
variety of ways such as recognizing progress or benchmarks in public. For example, I awarded a
variety of certificates to Huskie Service Scholars throughout the academic year. Also, I
highlighted students in newsletters.
Providing feedback helps people stay on the path toward making progress. I provide at
least three progress reports through the academic year to each Huskie Service Scholar. Progress
reports are handed out during one on one meetings and via email. My progress reports provide an
accurate snapshot of a Huskie Service Scholar’s standing in the program at the time it is
provided.
Overall, the progress report outlined a student’s performance within the three pillars –
service, reflection, and professional development. I categorized students into three groups based
on three colors – green, orange, and red. Green means the student is well-rounded within the
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three pillars and has satisfied program deadlines. Orange means the student is behind in one of
the three pillars and needs some improvement. Red means the students is behind in two or more
of the three pillars and is at risk of not successfully completing the program. However, I made
sure to avoid another cognitive bias which would be ignoring the students’ cognitions. I would
consider difficulties a student had in the program or personal issues they confided in me. Along
with a progress report, I would develop a plan and goals with students to overcome challenges.
With time, I established referent power. Referent power is derived from a likeable
personality. When negotiating for HSS program changes the technique that was most effective
with my previous supervisor was my ability to connect with students. My supervisor had the
following to say.
Edgar had a personal connection to HSS since he was one of the participants and when
he moved into coordinator role, he was able to continue to bring that perspective to the
table.
Referent power can help leaders gain support through times of change, people “can be
wonderfully adaptive and successful” (Prosci, n.d.). Referent power is a relationship-based
power.
POWER
Power is important when negotiating because it provides negotiators with an advantage.
During a negotiation, maximizing your power can help influence the outcome more in your favor
or quickly achieve an end goal. Also, leaders can use power to get subordinates to do what they
otherwise would not do. Balancing and using several different types of power is important for
executing changes quickly. However, the type of power leaders possess depends on the
relationship with their subordinates. I will explain three effective types of power.
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Legitimate power. Power can be derived from holding a formal title within an
organization. For example, I held a leadership role. As the Student Program Coordinator for
Huskie Service Scholars, I had formal power to propose and implement new changes. Also, I had
the ability to reward students with additional incentives aside from the tuition waiver as well as
penalize students based on their performance in the program.
Reward power. Power can be derived from the ability to reward subordinates in order to
complete a specific task or responsibility. For example, Huskie Service Scholars were
compensated financially for successfully completing the program. Students were financially
compensated with a $1,200 tuition waiver. Also, students could receive additional rewards
throughout the academic year in the form of certificate awards, gifts from raffles, and additional
tuition waiver assistance.
Coercive power. Power can be derived from the ability to penalize subordinates for not
completing a specific task or responsibility. For example, Huskie Service Scholars could receive
5% penalties which converted to $60 deductions from their $1,200 tuition waiver. Students
would receive penalties for unexcused absences when missing mandatory service events or
meetings. Students would receive penalties for not completing other program requirements such
as not completing half of the required service hours during the fall semester, not completing
service reflection prompts, and not fulfilling the professional development requirement. Also,
students could be released and not reinstated from the Huskie Service Scholars program for not
upholding their responsibilities during the academic year.
Norm of Reciprocity. An indirect type of power people may have over each other is
referred to as the norm of reciprocity. The norm of reciprocity is “a pattern of mutually
contingent exchange of gratifications” (Goldner, 1960, para. 1). In other words, when person B
completes a favor for person A then person A is more likely to return a favor. For example,
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OSEEL assists students within Huskie Service Scholars financially. Therefore, students are more
likely to complete quality work and more service hours than asked for in the program. When this
norm of reciprocity exists between two parties, it facilitates the negotiation process which in turn
promotes organizational change.
INCENTIVES
Incentivizing individuals to execute duties and responsibilities increases performance.
Many of us are aware that “if you reward something, you get more of that behavior, if you
punish, you get less of it” (Pink, 2010, para. 4). This type of reward and punishment system is
referred to as carrot and stick; however, the carrot and stick system does not work for inducing
certain behavior. According to Daniel Pink, humans have three driving motivators – reward and
punishment, interest, and mastery. To maximize performance, leaders need to identify their
subordinates’ respective interests. Rewarding subordinates with intrinsic and extrinsic motivators
can help with change management.
Extrinsic. People need to be adequately compensated for the task and responsibilities
completed. For example, students in Huskie Service Scholars receive financial compensation
upon successful completion of program requirements. Students receive a $1,200 tuition waiver in
exchange for their service work. As a Huskie Service Scholar, students are to fulfill
responsibilities within three pillars – service, reflection, and professional development. Each
Huskie Service Scholar must complete a minimum of 150 service hours which equates to $8 per
service hour. Students may believe that $8 per service hour is low considering the state, Illinois,
minimum wage; however, $8 per service hour is higher than the federal minimum wage at $7.25.
I have implemented additional incentive systems throughout my three and a half years as
the Student Program Coordinator to increase student motivation. I reward HSS participants with
certificate awards for many reasons. Students will receive a certificate award for completing the
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most service hours among their peers per semester as well as having perfect attendance. I provide
all HSS participants a certificate award when they successfully complete the program. All HSS
participants that served as a peer mentor receive an additional certificate award for completing a
leadership experience. During cohort meetings, I also raffle a variety of prizes for perfect
attendance and most service hours completed. I have raffled gift cards, t-shirts, NIU swag, and
other items I collect from events.
Intrinsic. Rewards can stimulate internal feelings and emotions. When identifying
intrinsic motivators be flexible because everyone is different. For example, aside from a tuition
waiver, HSS participants are exposed to variety of other benefits. Students meet monthly during
cohort meetings which focus on professional development and service reflection. Professional
development services are at no extra cost to program participants and provide no monetary value;
however, the knowledge gained during these workshops can be applied in all aspects of life.
Having students reflect on their service experience allows students to view the impact
they have on the community. Completing service hours provides students with a sense of great
moral character. Students may find it satisfying and worthwhile of helping others because karma.
In other words, making good deeds in the present (cause) will attract positive outcomes in the
future (effect).

METHODS
QUANTITATIVE DATA
I collected the Huskie Service Scholars background data for 64 students from final
application results during the application and selection process. I have only included the
information of students selected as well as completed for each cohort from the previous three
academic years. I could only use data from the previous three academic years because I was the
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Student Program Coordinator. See figures 1-6 below for breakdown of the Huskie Service
Scholars cohorts between 2016-2019.
Figure 1: 2016-2017 Huskie Service Scholars Ethnic Background

Figure 2: 2016-2017 Huskie Service Scholars Respective College

Figure 3: 2017-2018 Huskie Service Scholars Ethnic Background
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Figure 4: 2017-2018 Huskie Service Scholars Respective College

Figure 5: 2018-2019 Huskie Service Scholars Ethnic Background
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Figure 6: 2018-2019 Huskie Service Scholars Respective College

QUALITATIVE DATA
I conducted a total of four interviews. The interviews were conducted on previous Huskie
Service Scholars participants. All interviewees participated in the program for at least two years.
Students that participated in the program for at least two years were able to compare the first
year in the program with the following year after program revisions. The participants were first
generation college students meaning they are the first in their immediate family to go to college.
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Three of the interviewees started the program their freshman year, and the other interviewee
started at NIU as a transfer student. All four interviewees served as a peer mentor during their
second year to other HSS participants. The interviewees came from the following colleges: one
from Business, two from Liberal Arts and Sciences, and one from Engineering and Engineering
Technology. To protect the identities of these students, I will be referring to them as student 1,
student 2, student 3 and student 4.
Additionally, I collected two short answer surveys from two NIU Faculty. The two NIU
Faculty are leaders within their respective office and department. The two NIU Faculty are my
current supervisor, and my previous supervisor.

RESULTS
Due to organizational changes, the Huskie Service Scholars program has witnessed some
benefits. Following changes made to the program after the 2016-2017 year, the Huskie Service
Scholars program has seen an influx of student applications and more students are successfully
completing the program. Implementing changes that meet the needs of the diverse Huskie
Service Scholars cohorts promotes retention. See Figures 7-8 for the number of students selected
to be in the program as well as the completion rate.
Figure 7: Huskie Service Scholars Selected and Completed 2016-2019
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Figure 8: Huskie Service Scholars completion rate for 2016-2019

Students admired the changes implemented in the Huskie Service Scholars program. For
example, student 1 liked the drastic change of lowering the minimum amount of service hours as
part of the requirements for students to successfully complete the program. The minimum
requirement of service hours was reduced in half from 300 service hours to 150 service hours
after the 2016-2017 cohort. Student 3 mentioned that 300 service hours was overwhelming
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during the freshman year. The freshman year is about exploring and navigating the college
experience. By changing the minimum amount of service hours required, student 1 was able to
“focus more on [her] studies.” All four students agreed that they could better serve as a peer
mentor for other HSS participants because they could spend more time meeting with their team
and mentor students through the experience. Also, by lowering the minimum amount of service
hours completed by each participant, the quality of service hours completed by students
improved.
Another drastic change within Huskie Service Scholars was requiring Huskie Service
Scholars to participate in professional development workshops. Professional development was
acquired by students during peer mentor meetings, cohort meetings or other workshops on
campus. For example, some workshops focused on creating and revising resumes while others
focused on introducing students to a diversity issue topic. These meetings were offered to
students at no additional cost whereas professional development outside can be costly. The
opportunities for professional development varied per year. Professional development helped
students apply what they learned in their academics, personal and professional lives. Student 2
believes this change helped teach students better time management skills, communication skills,
and leadership.
Student 1 believes that all leaders should serve as a mentor and trust that they will help
you achieve your goals. Student 4 believes a leader brings calmness during a situation that seems
stressful. This is important for any leader to know when executing changes during a transition
period. Student 4 said “a great leader takes into consideration everyone’s ideas.” It is important
for leaders executing change to stay open-minded. Just as feedback is important for subordinates,
leaders should collect feedback from others on their performance and how they are handling the
changes. All four students advocated for the program at the end of their experience meaning they
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were more likely to refer the program to another eligible student. The benefits of the program
were worth it.
Student 1 had the following to say about my position as the Student Program
Coordinator.
The coordinator wasn't just a coordinator; he was also a friend. He was always open to
hear your concerns and help any way he can. He understood we were also students with
other responsibilities and didn't have crazy expectations for us. He also tried his best to
make the cohort meetings useful for us and made changes throughout the years to make it
better.
Change management is stressful for all stakeholders, so leaders should strive to make
changes that will truly benefit the organization and avoid unnecessary disruption. Organizational
change was made possible with the implementation of effective change management strategies
and cooperative negotiation.

Future Recommendations
After analyzing negotiation techniques used by other leaders and reflecting on my experience
as a Student Program Coordinator, I suggest to other leaders experiencing change management
the following:


Receive continuous professional development to stimulate self-development



Provide feedback to subordinates



Establish a source of power

Professional development allows leaders to approach situations in new ways and share new
information. Professional development builds self-development. Self-development builds
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expertise and credibility which helps a leader move the organization forward. For example,
sending a program coordinator or organization executive to a conference helps them gain
knowledge and skills outside their norm. These knowledge and skills can serve beneficial when
negotiating for organizational changes. Leaders will be able to approach a negotiation creatively.
According to Pink (2010), the biggest motivator for any type of work by far is making
progress. Individuals strive to achieve mastery. Many leaders within organizations will provide
subordinates with yearly performance reviews. However, moving forward leaders should aim to
provide subordinates with more frequent progress reports. For example, rather than waiting a
whole year to tell a subordinate what they have done well or point out some areas of
improvement, leaders should provide progress reports quarterly. What can the subordinate work
on in the next 2-3 months? What can the subordinate continue to do well in the next 2-3 months?
Providing feedback frequently and early will help maximize individual potential. Providing and
requesting regular feedback can help a leader identify organization processes that need to be
reviewed. Ultimately, this will begin a leader’s negation process for organizational change. See
Figure 9 below for Daniel Pink’s three motivators.
Figure 9: Three types of motivators – Feedback, Intrinsic, Extrinsic
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Lastly, establishing a source of power such as referent power can be extremely beneficial
when driving organizational change. Having referent power increases a leader’s ability to
influence others and minimize resistance which may facilitate organizational change.
Subordinates are more likely to follow their leader because they genuinely like them. Helping
subordinates set personal goals is a step towards establishing referent power. Power is an
advantage in any negotiation. For example, referent power can help a leader move up the
executive ladder. A leader with the support of the people can help him derive new sources of
power. When a leader gains a new position, legitimate power follows. A leader has the authority
to propose and implement new organizational changes.

\
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